New Audiences Case Study

Hands Up 

Summary

What: 
Hands Up  - A project to review attendance and participation in the arts and cultural activity by the deaf community in Derby 

When:

2001/2
Where:
 
Derby 

Approach :

Appoint an audience development worker to work with a range of venues to develop new audiences amongst Deaf communities
Key features:


Partnership project 



Development of a working party



Effort was put into the development of good local press coverage



Key worker appointed who expertise in arts and target group

Lessons:

The project manager struggled to recruit and keep the services of a steering group.  This emphasises some of the problems of empowerment of new constituencies and user groups.  Even the offer of payment for membership did not resolve this issue.  Similarly some venues did not spend the programme budgets allocated to them – which was frustrating for all concerned.

Impact:

Venues and promoters with new confidence and skills in

Providing services appropriate to Deaf Audiences

Continuation of the Key worker post to further develop the work
Funding:
Hands Up was funded by the New Audiences Fund from the Arts Council of England, by East Midlands Arts and by Derby City Council



Background

As part of the New Audiences Programme, year two, East Midlands Shape applied in 1999 for funding for a national pilot project located in Derby to research and develop Deaf audiences for the arts. In January 2001, the bid document for this unsuccessful application was passed to disability consultant Annie Delin for an opinion on viability and possible ways of developing the idea. East Midlands Shape had by this time ceased operating.

During June to Dec 2000 East Midlands Arts had commissioned a group of senior disability consultants in the region to develop a regional strategy on disability. As part of this process the needs of Deaf people as a cultural and linguistic minority had been discussed. This had highlighted Deaf audiences as an area where work needed to be carried out.

In January 2001 Annie Delin was asked to develop an idea for taking Hands Up! to New Audiences Year three. The brief included approaching potential partners to establish possible support for a project of this nature, and devising a budget and proposal for the project. The work included asking a Deaf researcher (Rachel Doidge Harrison) to interview BSL users. 

A proposal was submitted to East Midlands Arts on February 26th 2001. A New Audiences Programme submission was made to the Arts Council in March 2001 and the funding for the programme approved. Q Arts had been designated as the lead organisation.

Funding was awarded in March 2001, but there was then a period of delay within which no further development work took place. In September 2001, Q Arts took the proposal and began working on it. At this time East Midlands Arts made available some further funding to allow Annie Delin to do some of the start-up work before the development worker was appointed.

The project timetable

Recruitment for the development worker post took place in November 2001, and the project began in January 2002. The project was to run until January 2003, including evaluation. In November 2002 managers applied for an extension to add a further period of activity on the project (Hands Up! phase 2). This work is due to be complete by the end of March 2003. 

What was Hands Up?

Hands Up! attempted to build a new audience for existing arts programmes in Derby. The new audience aimed at was Deaf people, specifically people who belong to Deaf culture and use British Sign Language as their first language. Derby has three times the national average of Deaf people (BSL users) because of the specialist educational provision in the city.   This amounts to around 3,000 people.  The arts product chosen was intended to be as accessible as possible, so it also included making access better for deaf and hearing-impaired people who use subtitles, hearing aids or who don’t belong to Deaf culture.

The project supported mainstream arts activity which already takes place in Derby. This included:

· film

· dance

· theatre

· storytelling

· Asian arts

· museum exhibitions, 

· participatory workshops and

· other art forms. 

Hands Up was not a Deaf culture project, and did not aim to increase Deaf awareness by showing Deaf culture to hearing audiences. However, some Deaf culture events were programmed by the mainstream arts organisers who took part.

The project started with the recruitment of an Audience Development worker, Ian Carpenter, who is a Deaf man interested in arts. Ian ran most of the Hands Up project, with a lot of support from hearing (disabled) arts managers and support from the Deaf community. 

Aims & Objectives

• To introduce Deaf people to the mainstream/hearing arts world, and give them a taste of being an audience or taking part. (Audience development)

• To get arts organisations in Derby to think about ways of reaching Deaf audiences, and meeting their needs. (Organisational development)


• To try out different types of event. (Programming)


• To try out different ways of getting Deaf people interested (Marketing)

• To produce a report which would allow other people to find out what we learnt, and use it to serve Deaf audiences better (Evaluation and report)

Methodology

Staff training for arts venues

Arts venues were offered a full day of Deaf Awareness Training delivered by the Royal National Institute for the Deaf.  Derby College for Deaf People also offered three half days of basic British Sign Language (BSL). 

Planning a festival

The main part of the project was to be the delivery of a festival of accessible arts events across Derby, between July 22nd and November 5th 2002. All the arts venues were asked to programme work which would include films, plays, tours, talks, workshops and other activities with full BSL support. The venues were also offered money to plan projects for the festival, and 75% of the cost of interpreters was paid by Hands Up!

Consultation group

While the festival was being planned, the project manager tried to form a consultation group of Deaf people who would work to support Hands Up. He held open meetings, talked to people, offered payments and organised meetings for the group. Unfortunately the group did not really work as people were not able to attend many meetings. However, some people who were interested helped Ian with distributing leaflets, telling friends about events and evaluation at the events.

Marketing

Hands Up had leaflets and posters about all its events, a regular article in the Derby Evening Telegraph and a website. The leaflets were designed to be accessible to BSL users, using plain English and strong design. They were distributed widely. The project worker also tested other kinds of marketing, such as sending out a fax to people inviting them to come, or using SMS text messaging.

Networking

The project worker spent a lot of time meeting Deaf groups and individuals, to tell them about Hands Up! events and ask them for ideas about what to plan.

Getting induction loops

Each venue was offered a sum of money towards getting an induction loop. Hands Up! also offered an advisory service from the RNID to check what loop people needed.

Running the festival

The festival ran on the dates we planned. There were 44 events and 384 people attended.

Outcomes

· Committed partnerships of arts organisations

· The recruitment a highly motivated individual and who led the project for its lifetime.

· The establishment of a very strong working group led by Q Arts and the Project Leader, and supported by Annie Delin.

Lessons Learned

You need time

Audience development projects need considerable planning time, and during the project you need time for everyone to understand all the issues and to decide how to react to events.

Specifically:

• The Deaf worker needed time to become familiar with arts concepts

• The arts organisations staff needed enough time to plan the access package and to develop a relationship with the Access to Work so that everything could be worked out

• Hearing people needed time to get used to working with Deaf people and to understand the cultural differences which might affect their work

• It takes time to encourage arts venues to understand what they could do to create access. Sometimes it takes a number of conversations before they even plan one event

• It takes time to do marketing properly, a  great deal of thought has to go into how people might receive information, what they will understand and what other information they might need to make a decision

You need money

A project like Hands Up! (which was very well funded) can offer support to arts venues in all kinds of ways. With less money, it is better to do a smaller number of organisations – but do them well. Investment has to be made in:

• Access support for the worker. This can be funded through the Department for Education and Skills Access to Work package in any case the worker may need interpreters, note-takers and technology to create access.

• To support the host venue. At Q, where Hands Up! was based, a number of people helped out when they already had other work to over and above their work loads. The host venue needed a budget to pay for the extra time required for the project – for line management, extra time helping out with technology, phone calls etc and for additional administration.

• Payments for Deaf supporters. The consultation group may need a small fee to pay for time or meeting space and refreshments.

• External management. Good practice would suggest the support development worker needs a mentor, external manager or other support worker who is not actually doing the work performing a similar role. This will help the worker to develop their skills, keep on track with the project and to focus on what the project plan.

• Interpreter and other support for venues. Some venues admitted they wouldn’t have taken part without the 75% payments for interpreter time – or unless there were strategies for recouping costs in some other way.

• Marketing. Good design and alternative formats cost money or for example putting video-clips on your website, or spend time talking to people face to face.

Language and culture are big issues

Because the access worker was part of a hearing team, who knew a lot about arts, early on there were big differences in what arts people understand about Deaf people and vice versa

Deaf culture is very direct, and some of the language used every day in the arts doesn’t mean anything much, even when it is interpreted in sign. Because Deaf people have less contact with the arts, they won’t always know that they have missed something. Hands Up! learnt that both sides can think they have communicated well, but something important has still been missed.

To try and solve this, Hands Up! tried different things.

• Talking about language – with an interpreter joining in the discussion, for example, when trying to write publicity that would explain the offer. Examples were descriptions of films and plays – we changed “black comedy” to “sometimes funny, sometimes sad”. We changed “thriller” to “Do you dare come and see?”

• Using images and diagrams – when talking about how the work that needed to be done, they used quick diagrams to ease understanding. Relationships could be shown by arrows and stick people, or programming by charts. 

• Using stories or metaphors – can sometimes help to overcome communication issues.  One example at Hands Up! was a discussion about  problem-solving. Instead of just talking about different techniques, they used an image of a brick wall and how they could get over it, under it, round it or take out one brick at a time. 

• Thinking about interpretation. Hands Up! realised that sometimes when an interpreter is working with a tour, it becomes like Chinese whispers. The tour guide interprets the work, the interpreter interprets the tour guide, the Deaf person uses what they know to understand the interpreter. In the end, the meaning might be completely different from how it started. In the extended part of Hands Up! they planned seminars where they would get arts venues together with interpreters discussed different ways that they might be able to improve how arts information came across.

Confidence building for both sides

During Hands Up! they found many ways of  building Deaf people’s confidence to gain access to the arts. They included:

• Better information and descriptions of the work.


• Assurance of BSL or subtitles

• A Deaf worker there to welcome the audience and trouble shoot

• Clarifying the instructions for the participatory session

• Ensuring staff had communication skills and awareness, so that Deaf audiences feel welcome and expected.

Hands Up! found it just as important to build the capacity of venue staff and managers. The training they did got good feedback, and many venues said their staff felt more confident now they knew more about Deaf people.

With the venue managers, we noticed lack of confidence more when we were trying to plan the festival. Lack of confidence led to different reactions:

• Resistance or hostility – where people said they couldn’t do more, because it was expensive or too difficult.

• Hesitancy – where people couldn’t get on with planning because they weren’t sure how to make contact with Deaf people.

•Nervousness – where people were afraid of doing something wrong and waited to be told what to do

• Over-eagerness – where people listened to one opinion and then did something that turned out not to be really what Deaf people wanted

Hands Up couldn’t solve all of this with everyone. The feedback we got from arts venues and the reactions we noticed made us realise that some venues had gained confidence rapidly, had tried new things and had seen results. But other venues were still showing lack of confidence at the end of Hands Up. Future Hands Up work could focus on supporting venues that still need lots of advice and confidence-building, and use a lighter touch with those who now feel OK about trying new things.

Feedback from Deaf people

Feedback was gathered through:


• evaluation of audiences during and after events


• meetings with representatives of Deaf organisations after Hands Up!


• interviews with Deaf individuals to check what we found.

These are the main things we learnt:

Deaf people enjoyed accessing the arts

When access is right, staff are friendly and the events are relevant. Deaf people really enjoy accessing mainstream arts. Deaf people in Derby now know more arts organisations, because of Hands Up! especially Derby Museum, Derby Dance Centre and Q Arts. 

You have to get the details right

The position of the interpreter, the lighting and the seat that you get is just as vital as booking the interpreter in the first place. Some people had bad experiences sitting in the wrong place for a play.

Deaf culture is an important part of programming

The biggest audiences turn out for events which are of direct relevance to Deaf people’s lives – sign story training for parents, play schemes for Deaf children, a talk about Deaf culture. It is easier for Deaf people to feel confident about accessing arts when they come to familiar venues – their own club, their local pub.

But, they want to get wider access, too.

Deaf people enjoy getting a new perspective on things – learning about crafts, dance, local artists and history. People tried new things, learnt more about the arts, and discovered that art forms were interesting during Hands Up!

You need the support of people and good communication

Having a Deaf worker smoothing the path for the Deaf audience makes people more confident, and feel more welcome. People appreciate venue staff taking the time to learn and use signs, or to communicate well. Social contact was one of the strongest “satisfaction factors”. 

Deaf people have lives like everyone else

All the issues that affect attendance by hearing people also affect Deaf people. Solving communication needs will not by itself guarantee attendance. The barriers that stopped people attending were the same as for hearing people – around timetabling, work, other social events, transport, money and childcare.

You need a variety of methods for getting information out

Organisations felt they would not have found out about what was on offer without the audience development worker. Hands Up flyers and posters were their second source of information.

Hands Up! is valued for its positive effects

Respondents gave both Hands Up and the arts venues credit for creating the communication access. However, most respondents also felt that Hands Up had influenced the arts, and made them improve their access. Organisations all wanted Hands Up! to continue. They felt they needed continued support getting information and ensuring good access.  Interviewees seemed to have developed trust in Hands Up! as a “brand name” with credibility, which could be trusted.

“I know that if I see the Hands Up logo, that there will be an interpreter there.” Deaf people still did not feel confident that, without Hands Up, access and information would continue to be provided. 

Feedback from arts venues

Hands Up! was helpful

The arts organisations found the most valuable support from Hands Up! to be the grants or interpreters, and the support and advice that came from development worker.  All of the organisations interviewed said Hands Up! had been a success. It had been a positive experience and had led them to make much better contact with Deaf people. They felt they had reached a new audience, and that Deaf people knew more about what arts were on offer in Derby now.

They learnt about Deaf audiences

Arts partners all felt they learnt something from Hands Up!. Most of them (9 out of 10) said they learnt more about the Deaf community and improved their awareness and ability to make contact with Deaf people. 7 out of 10 also valued the knowledge they gained about how to use an interpreter. They had become more confident and realised how much could be done to support Deaf audiences, but they also realised it was hard work and would take time.

Training improves practice

The arts organisations were all offered Deaf awareness and basic BSL training. Most of those who went said that had improved their practice and that their staff had become more confident. However, they also felt they needed more training and wanted it to be organised for them, perhaps by Hands Up. Some organisations hadn’t been able to go to the training and said they still needed it.

Disappointments. 

Not enough Deaf people had come to some events, and the arts venues also wondered whether they could have done more to improve services and get more people there. Some venues felt they had less chance to participate because they “came in late” due to poor internal communications within the City Council.

Work will continue if the support is there

The arts venues said they intend to carry on offering services to Deaf audiences, including more performances, talks, workshops and tours with interpreters. To do this properly, they say they need more money to pay for interpreters, more staff training and they have got to have support from a Hands Up worker or someone who knows how to advise them about Deaf audiences.

Interpreter feedback

We asked interpreters what they felt about the way that venues had booked and used them. Most were satisfied with the way the Hands Up bookings had worked, but some felt that arts venues needed better Deaf awareness and interpreter awareness. Where venues had to change plans at short notice, most had dealt considerately with interpreters. However, there was some dissatisfaction at late notice cancellations and slow payments. In the extended period of Hands Up, we continued to offer training and support to arts venues in ways to choose and use interpreters.

Hands Up also learnt by experience that some agencies were unreliable with booked interpreter time. This led to other interpreters being asked to step in at late notice (one on the night of the event, when she was in the audience.) There will be a future need to monitor the quality of interpreter services to protect audiences from disappointment. 

Film subtitles or interpreters?

There needs to be debate around subtitling/interpreting in film. Some of those interviewed felt that subtitles were more suitable and less distracting than an interpreter. Some Deaf people were already regular film-goers, using foreign films and subtitled prints in preference to BSL nights. However, the increased BSL service at Metro definitely led to new attenders.

Deaf culture or not?

An area for debate is around Deaf culture, and its importance in encouraging Deaf people to attend mainstream/hearing arts. People seem to rate Deaf culture differently in different contexts, and this needs to be explored. The largest audiences turned out for events programmed around Deaf culture (Paddy Ladd’s Deafhood talk) or for events planned around existing Deaf-friendly venues or events (Wilmorton Playscheme, Ghost Stories at Saracens Head, dance tasters at DCDP). However, in feedback some Deaf respondents said that programming Deaf culture would not increase their likelihood of coming to an event, and some actively preferred to access hearing arts. Meeting all these needs and not being simplistic about what people want will need to be discussed further.

Where does the money come from?

This, of course, was main concern of some venues. Having the 75% interpreter grant from Hands Up was cited by all of the venues as a benefit. Some added that interpreting everything was not cost-effective or feasible.

How to build audiences

Because low turnouts were a disappointment, we need to look further at what constitutes a reasonable expectation for Deaf audience turnout. In a workshop where 10 children attend, two Deaf children is a significant proportion. The repeated statement that Derby has three times the national average of BSL-using Deaf people shouldn’t cloud the understanding of as a percentage of Derby’s population. At the same time, it would be good to look into reasons why targeted events developed with Deaf organisations sometimes field low or zero attendance.

· The timescales for the lead into developing the project could have been more thoroughly undertaken, had there been a longer lead-in time to develop the potential project. This may have affected the amount of match funding available for the project, as the three months lead-in did not give enough of notice to budget holders.

· Consequently, time constraints did have a knock-on effect in the induction of the Project Leader, and not enough time was available to make him aware of arts vocabulary and how arts organisations work.

What happened next?

· The initial consultancy led to an extremely successful New Audiences project, which ran from January 2002 until March 2003. The project was groundbreaking in its approach to promoting work for deaf communities, and the ‘Hands Up! ‘brand’ became a very well respected product during the lifetime of the project. 

· After Hands Up the partnership began to look at what should happen next and explored funding and interest in letting Hands Up! continue to run for future years. 
